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ent  team  for  Juvenile  Probation  took  responsibility  for  the 
.sion  of  the  Department  and  as  a result  subsequent  changes  also 
I management.  Each  of  the  managers  hired  to  head  Juvenile  Hall, 
Services,  arrived  with  a mandate  to  initiate  constructive  changes 
were  new  to  San  Francisco's  Juvenile  Justice  System.  The 
can  already  be  seen.  In  other  cases  stress  and  confusion 
s apparent.  Throughout  the  Department  there  has  been  an 
id  team  building  concepts.  Attempts  to  reach  new  clarity  on 
I relationships  has  the  inevitable  side  effect  of  also  bringing 
sfuUy  out  of  the  mix  a stronger  institution  will  emerge.  In  short,  it 
le  Juvenile  Probation  Department  is  undergoing  a period  of 
his  report  be  advised  that  some  issues,  while  addressed  within 
or  division,  have  broader  relevance  throughout  the  Institution.  A 
Building  discussion  found  within  the  Juvenile  Hall  section  that 


detention  surge  mentioned  in  the  last  quarterly  report  was  mostly  abated  through  out  the  winter 
ths.  With  the  coming  of  spring  sporadic  instances  of  overcrowding  occurred  but  not  on  the 
whole  scale  level  as  was  rampant  during  the  last  reporting  period.  The  general  reduction  of 
opulation  in  Juvenile  Hall  was  beneficid  for  all  concerned. 

t noteworthy  during  this  period  has  been  the  sometimes  painstaking  efforts  to  establish  a 
hg  concensus  between  dl  levels  of  staff  on  the  introduction  of  a Unit  Management  program 
ach  of  the  cottages  housing  youth.  The  new  Director  of  Juvenile  Hall,  Dr.  Don  Mead,  is  a 
j advocate  for  the  Unit  Management  concept  and  he  has  high  expectations  for  improvements 
consequence  of  it.  He  believes  a smoother  functioning  Juvenile  Hall  wiU  result  from  carefully 
eating  each  staffs  role  and  responsibilities,  within  a decentralized  management  system  that 
tdns  strong  lines  of  accountability  up  throughout  the  ranks  of  management  The  transition  to 
management,  while  underway,  was  not  wholly  completed  during  this  reporting  period. 
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Report  and  Findings  of  the  Ombudsman  for  the  Period  of  12/1/90  - 4/30/91 


This  is  the  third  quarterly  report  issued  by  the  Ombudsman.  The  period  of  time  covered  in  this 
report  is  in  fact  longer  than  a true  quarter.  In  reality  both  of  the  earlier  quarterly  reports  dealt  with 
occurrences  beyond  the  literal  time  frame  cited  for  those  reports.  Due  to  factors  inherent  in  setting 
up  the  Ombudsman  program  (noted  in  the  first  report)  actual  monitoring  began  two  months  after  the 
program  start  up.  Hence  the  quarters  being  monitored  tended  not  to  correspond  with  the  arbitrary 
reporting  dates.  That  discrepancy  has  herein  been  corrected.  The  content  of  this  report  is  primarily 
drawn  from  events  occurring  during  the  last  three  months  of  the  time  period  cited  above. 

By  mid  January  a new  Management  team  for  Juvenile  Probation  took  responsibility  for  the 
operations  of  each  major  sub  division  of  the  Department  and  as  a result  subsequent  changes  also 
occurred  in  the  ranks  of  mid  level  management.  Each  of  the  managers  hired  to  head  Juvenile  Hall, 
Log  Cabin  Ranch,  and  Probation  Services,  arrived  with  a mandate  to  initiate  constructive  changes 
in  their  respective  divisions.  All  were  new  to  San  Francisco's  Juvenile  Justice  System.  The 
positive  effects  of  some  changes  can  already  be  seen.  In  other  cases  stress  and  confusion 
associated  with  major  change  was  apparent.  Throughout  the  Department  there  has  been  an 
emphasis  on  expanded  training  and  team  building  concepts.  Attempts  to  reach  new  clarity  on 
policies,  procedures,  and  worlang  relationships  has  the  inevitable  side  effect  of  also  bringing 
conflicts  into  greater  focus.  Hopefully  out  of  the  mix  a stronger  institution  will  emerge.  In  short,  it 
is  an  understatement  to  say  that  the  Juvenile  Probation  Department  is  undergoing  a period  of 
continued  transition.  In  reading  this  report  be  advised  that  some  issues,  while  addressed  within 
discussion  specific  to  one  facility  or  division,  have  broader  relevance  throughout  the  Institution.  A 
good  example  of  this  is  the  Team  Building  discussion  found  within  the  Juvenile  Hall  section  that 
follows. 

JUVENILE  HALL  OVERVIEW 

The  detention  surge  mentioned  in  the  last  quarterly  report  was  mostly  abated  through  out  the  winter 
months.  With  the  coming  of  spring  sporadic  instances  of  overcrowding  occurred  but  not  on  the 
same  whole  scale  level  as  was  rampant  during  the  last  reporting  period.  The  general  reduction  of 
the  population  in  Juvenile  Hall  was  beneficial  for  aU  concerned. 

Most  noteworthy  during  this  period  has  been  the  sometimes  painstaking  efforts  to  establish  a 
working  concensus  between  all  levels  of  staff  on  the  introduction  of  a Unit  Management  program 
for  each  of  the  cottages  housing  youth.  The  new  Director  of  Juvenile  Hall,  Dr.  Don  Mead,  is  a 
strong  advocate  for  tiie  Unit  Management  concept  and  he  has  high  expectations  for  improvements 
as  a consequence  of  it  He  believes  a smoother  f^unctioning  Juvenile  Hall  will  result  from  carefully 
delineating  each  staffs  role  and  responsibilities,  within  a decentralized  management  system  that 
maintains  strong  lines  of  accountability  up  throughout  the  ranks  of  management  The  transition  to 
Unit  management,  while  underway,  was  not  wholly  completed  during  this  reporting  period. 
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At  the  same  time  a major  effort  is  also  underway  to  completely  rethink  and  rewrite  the  policies  and 
procedures  manual  for  Juvenile  Hall.  This  project  should  be  completed  by  late  Summer.  The 
intent  is  to  develop  a manual  that  through  its  policies  coherently  expresses  an  operational  vision  for 
Juvenile  Hall  that  is  consistent  with  American  Correctional  Association  standards.  Dr.  Mead  views 
Unit  Management  and  a new  Juvenile  Hall  policy  and  procedures  manual  as  two  essential  tools  in 
any  effon  to  bring  about  significant  lasting  improvements  at  Juvenile  Hall.  In  reviewing  the 
recommendations  contain^  in  the  last  Ombudsman's  quarterly  report  with  Dr.  Mead  in  preparation 
for  this  report  a pattern  emerged  that  it  would  be  fair  to  note  here.  While  he  is  striving  to  bring 
about  immediate  improvements  whereever  possible  in  several  cases  he  felt  real  solutions  will  only 
be  possible  in  the  wake  of  1)  planned  specif  trainings,  2)  full  implementation  of  Unit  Management, 
and/or  3)  completion  of  the  afore  mentioned  new  manual  (through  an  extensive  process  involving 
substantial  staff  input ).  Regarding  the  latter,  patch  work  policy  changes  are  being  deferred  when 
avoidable  in  favor  of  the  holistic  revision  of  the  manual  currently  underway. 

Through  out  this  "quarter"  some  problem  areas  have  improved  through  greater  attention  while  there 
has  been  deterioration  in  others.  The  latter  can  hopefully  be  attributed  to  temporary  disorganization 
occurring  in  Juvenile  Hall  as  a result  of  the  introduction  of  a new  management  system.  Again  the 
word  transition  looms  large.  Through  out  the  Hall  there  is  a recognition  of  problems  that  exist  and 
a willingness  to  address  them. 

Physical  Conditions 

Overall  the  condition  of  Juvenile  Hall  remains  very  much  the  same  as  in  the  last  quarterly  report 
which  commented  on  this  area  at  some  length.  For  the  most  part  problems  will  remain  until  the 
outdated  and  inadequate  facility  can  be  replaced  by  a new  one.  As  noted  above  overcrowding  has 
not  been  as  prevalent.  Warmer  weather  mitigated  against  problems  with  the  heating  system.  On 
the  positive  side  overall  cleanliness  in  all  of  the  living  units  has  somewhat  improved.  New  murals 
are  being  painted  on  some  of  the  corridors  of  Juvenile  Hall  by  detainees  under  the  supervision  of 
community  artists  ( and  Juvenile  Hall  Counselors)  although  continued  funding  for  this  effort  is 
uncertain. 

Recommendations:  I refer  you  to  both  the  discussion  and  recommendations  section  of  the 
Ombudsman's  second  quarterly  report  as  little  has  changed.  The  Director  is  attempting  to  arrange 
for  drapes  and  possibly  carpets  to  be  installed  in  the  cottages  for  acoustic  and  decorative  reasons  if 
suitable  donations  can  be  acquired.  To  the  best  of  my  knowledge  private  fund  raising  efforts  are 
continuing,  with  some  success,  to  upgrade  food  services  and  are  still  worthy  of  additional  support. 

Grievance  System 

This  quarter  saw  the  introduction  of  the  new  carbonless  copies  grievance  tracking  forms.  Training 
in  their  use  and  in  grievance  management  in  general  occurred  during  this  period.  Overall  there  were 
substantial  improvements  in  the  handling  of  grievances  originating  in  Juvenile  Hall.  That  does  not 
mean,  however,  that  no  problems  remain.  By  and  large  grievance  forms  were  kept  available  for 
youth  on  the  units  to  take  when  needed.  Instances  of  youth  complaints  about  grievances  that  were 
written  being  lost  decreased.  In  several  cases  the  original  written  grievance  did  seemingly  vanish 
but  the  youth  was  able  to  produce  his  or  her  carbonless  copy  (to  the  Ombudsman)  enabling  the 
resolution  process  to  be  put  back  on  track.  The  internal  mechanisms  to  flag  grievances  that  remain 
in  limbo  for  long  periods  after  submission,  although  slightly  improved,  remain  inadequate.  As  a 
result  some  are  never  addressed  prior  to  a Juvenile's  release  from  the  Hall.  Overall  problems  still 
remain  in  the  area  of  response  time.  Despite  the  above  problems  this  system  is  clearly  functioning 
better  now  than  at  any  other  time  since  the  Office  of  Ombudsman  was  originated  and  in  some  cases 
it  has  also  led  to  a direct  reduction  of  tensions  between  detainees  and  Staff.  Among  other 
improvements  inter-departmental  grievances  have  become  easier  to  track  and  there  has  been  less 
difficulty  in  getting  them  resolved. 
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Recommendations:  A ledger  containing  a record  of  each  grievance  received  should  be  created 
that  lists  the  time  and  date  of  receipt  as  well  as  the  ongoing  status  of  efforts  made  to  resolve  it 

Discipline  and  Related  Policies 

This  is  an  area  in  which  there  have  been  incremental  improvements  since  the  Ombudsman's  report 
issued  in  February.  Please  refer  to  that  report  for  a detailed  discussion  of  problems. 

Improvements  can  be  attributed  to  somewhat  increased  attention  by  staff  at  all  levels  to  the  issues 
that  were  highlighted  in  the  February  report  All  of  the  problems  detailed  in  that  report  however, 
remain  current  and  serious. 

While  there  seems  to  be  some  more  consistency  in  the  assessment  of  discipline  given  for  similar 
infractions  it  is  still  somewhat  erratic.  Offenses  remain  broadly  defined  and  the  policy  requiring 
Senior  staff  to  meet  with  youth  who  have  been  assigned  over  an  hour  of  room  restriction  is  not 
always  followed.  Youth  sometimes  complain  that  they  do  not  receive  immediate  notification  of  the 
discipline  they  are  to  receive  at  the  time  ^at  the  infraction  is  noted.  In  these  instances  they  may  not 
be  told  until  hours  later  that  they  must  serve  room  restriction  for  an  offense  occurring  earlier  which 
often  leads  to  an  unnecessary  increase  in  tensions.  There  is  a very  small  increase  in  the  percentage 
of  youth  who  are  awaiting  a Discipline  Review  Board  hearing  who  are  being  allowed  to  remain  in 
the  program  pending  their  hearing  but  here  too  practice  still  seems  out  of  compliance  with  policy. 

In  discussions  with  the  Juvenile  Hall  Director  it  is  clear  that  these  problems  are  being  taken 
seriously.  In  his  estimation  they  are  the  sort  of  issues  that  can  most  effectively  be  addressed 
through  reorganization  of  Juvenile  Hall  supervision  and  operations.  Since  such  an  effort  is 
underway  it  is  his  belief  that  resultant  improvements  should  be  forthcoming.  In  addition  work 
currently  being  done  to  revise  the  Policy  and  Procedures  manual  is  slated  to  include  a thorough 
review  of  policies  in  this  area.  Specific  recommendations  contained  in  the  last  Ombudsman's 
report  will  be  looked  at  in  that  context  During  this  transition  problems  are  unfortunately  likely  to 
continue. 

During  this  period  additional  concerns  were  raised  over  the  operation  of  the  Behavioral 
Management  Program.  This  program  authorizes  necessary  restrictions  on  activities  allowed 
individual  youth  who  exhibit  behavior  that  is  consistently  out  of  control  and  threatening  to  the 
safety  of  the  unit  or  to  staffs  ability  to  maintain  normal  programming.  The  resultant  restrictions  are 
not  limited  in  duration  as  are  those  imposed  through  discipline  policies.  Rather  they  are  assessed 
daily  and  relaxed  as  the  youth  demonstrates  an  ability  to  regain  control  of  his  or  her  behavior.  The 
policy  governing  the  Behavioral  Management  Program  is  complete  with  significant  due  process 
safeguards.  Unfortunately  some  of  these  were  not  adequately  observed  for  several  cases  that 
occurred  during  this  quarter.  After  an  extensive  review  the  problems  that  occurred  can  primarily  be 
attributed  to  confusion  arising  from  the  transition  to  new  management  and  management  systems  in 
Juvenile  Hall.  As  a result  of  the  review  staff  responsibilities  under  the  policy  were  clarified  which 
hopefully  will  prevent  this  problem  from  occurring  again. 

Recommendations:  The  recommendations  in  this  area  remain  unchanged  from  the  last  report. 
General  Unit  Management 

The  reader  is  again  referred  to  the  last  quarterly  report  for  the  discussion  and  recommendations  in 
this  area.  Handbooks  for  detainees  are  still  lacking  and  contracts  remain  woefully  inadequate.  At 
this  point  it  appears  that  any  significant  progress  regarding  the  above  is  not  foreseen  until  after  a 
new  policy  and  procedures  manual  has  been  completed.  In  some  units  staff  are  involved  in  efforts 
to  update  and  revise  the  Step  Incentives  Program  for  detainees.  Some  increased  programming  in 
the  Multi-purpose  room  is  now  available  to  youth  on  high  step  levels.  None  the  less  step  programs 
in  general  still  do  not  receive  a high  priority  as  a tool  to  promote  rehabilitation  and  easier  unit 
management  relative  to  traditional  control  and  discipline  methodology.  However  there  have  been 
less  complaints  by  youth  of  inequities  in  the  implementation  of  the  existing  step  programs.  A 
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decision  on  the  establishment  of  an  "honor  council"  which  was  among  the  recommendations  in  the 
last  Ombudsman  report  has  been  deferred  by  management  to  a later  date  to  allow  for  greater 
discussion  and  input  from  staff. 

The  opening  up  af  an  area  in  Juvenile  Hall  for  family  visits  to  take  place  away  form  the  living  units 
has  enabled  Juvenile  Hall  to  allow  youth  not  being  visited  to  remain  outside  of  their  rooms  during 
visiting  periods.  To  date  this  time,  by  and  large,  is  not  being  used  for  creative  programming, 
rather  it  is  generally  being  filled  by  increased  television  and  video  viewing  and  board  games. 
However  at  this  time  a number  of  initiatives  are  underway  to  enrich  rehabilitative  programming 
during  these  hours,  including  the  scheduling  of  specific  staff  training  in  the  development  of 
recreational  programming.. 

Recommendations:  Please  refer  to  the  recommendations  contained  in  the  last  report  which 
remain  current 

Non  English  Speaking  Youth 

The  last  report  dealt  at  length  with  issues  resulting  from  a small  but  significant  number  of  non 
English  speaking  youth  who  are  detained  in  Juvenile  Hall.  On  an  ad  hoc  basis  great  efforts  are 
made  to  respond  to  the  special  needs  of  these  youth  whenever  problems  arise.  However  systematic 
attention  to  this  issue  and  pro-active  efforts  to  avoid  language  related  problems  are  still  wanting. 

The  Director  of  Juvenile  Hall  has  secured  commitments  from  some  community  based  agencies  to 
voluntarily  translate  written  materials  intended  for  detainees  that  currently  are  only  available  in 
English  into  those  additional  languages  that  are  frequently  spoken  by  Juvenile  H^l  youth.  These 
currently  remain  unavailable.  The  Ombudsman  is  not  aware  of  any  further  progress  having  been 
made  related  to  this  subject  area. 

Recommendations:  See  prior  report  for  recommendations  that  remain  current. 

Laundry  and  Supplies 

The  good  news  is  that  as  this  report  was  being  prepared  problems  existing  in  this  area  were 
receiving  more  serious  and  focused  attention  than  at  any  time  since  the  Office  of  Ombudsman  was 
established.  The  bad  news  is  that  during  the  latter  portion  of  this  reporting  period  disruptions  in  the 
regular  supply  of  adequate  laundry  and  assorted  personal  and  unit  hygiene  supplies  were  the  most 
serious  that  they  have  been  since  the  Office  of  Ombudsman  was  established.  Revision  of  every 
conceivable  supply,  from  Tee  Shirts  to  tooth  brushes,  from  socks  to  soap,  became  problematic  and 
the  source  of  innumerable  complaints.  The  sources  of  these  problems  were  multi-fold.  A new 
washing  machine  was  improperly  installed.  Regular  deliveries  of  new  supply  orders  from  the 
City's  Purchasing  Department  to  the  Juvenile  Probation  Department  were  inordinately  delayed.  An 
attempt  to  tighten  up  on  lax  inventory  control  procedures  made  it  overly  difficult  for  the  staff 
directly  responsible  for  the  needs  of  youth  to  access  replacement  supplies  when  immediate 
shortages  occurred.  Adequate  emergency  procedures  to  quickly  restock  essential  provisions  when 
they  ran  out  were  either  not  in  place  or  understood  by  those  responsible  to  implement  them. 
Responsibility  for  overseeing  provisions  passed  through  severd  hands  and  the  focus  of  authority  to 
take  corrective  action  was  not  always  clear  as  new  management  structures  were  being  developed  for 
Juvenile  Hall,  and  so  on. 

Between  the  issuance  of  these  reports  the  Ombudsman  actively  monitors  and  reports  on  problems 
to  the  appropriate  personnel.  As  a result  the  recommendations  that  follow  have  already  ^en 
received  and  in  many  cases  acted  on.  Other  improvements,  such  as  negotiating  new  arrangements 
with  the  City  Purchasing  Department  to  trigger  off  reorders  of  supplies  at  an  earlier  stage  prior  to 
stock  piles  running  low,  have  been  independently  pursued  by  management  At  the  present  time 
effons  to  distribute  laundry  to  units  presorted  to  ensure  that  the  proper  sizes  are  available  to  match 
the  specific  youth  on  each  unit  still  do  not  regularly  occur  despite  some  earlier  efforts  in  that 
direction  (see  prior  report.) 
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Recommendations:  Management  must  assign  a high  priority  to  ensuring  the  smooth  provision 
of  needed  supplies.  Sufficient  stocks  of  all  essential  supplies  (defined  here  to  include  laundry) 
should  be  held  in  reserve  at  Juvenile  Hall  to  allow  for  immediate  distribution  to  any  living  unit  that 
for  any  reason  has  inadequate  supplies  on  hand  to  meet  the  state  mandated  needs  of  all  detainees 
should  routine  distribution  proc^ures  prove  inadequate.  Access  to  these  supplies  must  be 
obtainable  through  the  timely  efforts  of  Senior  staff  on  duty  in  the  Hall  during  the  shift  when  the 
need  arises.  Line  staff  must  be  clear  on  their  role  in  rectifying  immediate  shortages.  Necessary 
inventory  control  measures  should  not  create  barriers  to  fulfilling  state  mandated  levels  of  care  in 
such  situations.  On  site  inventory  control  should  be  adequate  to  foresee  shortages  before  they 
become  acute.  Vendors  should  be  pre-identified  that  can  quickly  provide  all  necessary  supplies  in 
moderate  quantities  should  normal  purchasing  channels  fail  for  any  reason  to  provide  uninterrupted 
access  to  supplies.  Fiscal  procedures  necessary  to  initiate  emergency  acquisitions  must  be  in  place 
and  understood  by  Senior  staff  responsible  for  provisions. 

Te^Building 

Due  to  the  nature  of  the  Juvenile  Justice  System,  staff  representing  several  disciplines  employed 
through  several  City  Departments  all  work  at  Juvenile  serving  the  same  youth  in  detention. 

The  need  for  close  and  smooth  working  relations  between  the  varied  staffs  has  long  been 
acknowledged  and  striven  after.  On  the  whole  this  has  been  at  least  minimally  attained.  Room  for 
improvement,  however,  remains.  Some  of  the  methods  identified  in  the  past  to  promote  team 
budding  seem  to  have  never  been  fully  implemented  or  to  have  fallen  into  disarray.  Twice  daily 
cross-disciplinary  meetings  held  in  the  Hall  are  erratically  attended  with  little  consistency  from  day 
to  day.  They  primarily  focus  on  unit  by  unit  status  reports  including  minimal  discussion  of 
individual  youth  who  warrant  specific  attention.  Minutes  are  cursory  and  not  circulated.  This  may 
be  appropriate  if  the  purpose  of  these  meetings  is  restricted  to  serving  as  a quick  shift  briefing.  It 
then  begs  the  question,  in  what  forum  can  deeper  or  more  wide  ranging  cross-departmental  team 
building  occur?  Departmental  heads  are  periodically  convened  by  ^e  Chief  Juvenile  Probation 
Officer  but  those  meetings  are  at  best  monthly  and  sometimes  cancelled  due  to  the  press  of  other 
business.  It  is  not  uncommon  for  one  department  or  division  to  make  decisions  involving  its 
workers  that  directly  or  indirectly  influence  day  to  day  operations  within  other  divisions  without 
input,  forewarning,  or  sometimes  even  explanation  to  them. 

Of  even  greater  concern  is  the  status  of  team  building  efforts  at  the  line  staff  level  occurring  within 
individud  cottages  at  the  Hall.  Calls  have  long  been  made  for  regular,  even  weekly,  meetings  to 
occur  on  the  units  between  staff  assigned  to  them  from  but  not  necessarily  limited  to  Juvenile  Hall, 
the  School,  Medical  Clinic,  and  Psychology.  These  do  not  occur.  Staff  meeting  of  the  Juvenile 
Hall  Counseling  staff  take  place  monthly,  but  these  too  are  subject  to  cancellation  and  it  is  not  all 
that  uncommon  for  two  months  to  pass  between  them.  These  meetings  are  not  routinely  attended 
by  representatives  from  other  concerned  departments.  The  equivalent  of  case  conferences  on 
individual  detainees  seldom  take  place  although  some  progress  here  is  beginning  to  occur.  Most 
inter-departmental  communication  in  the  units  occurs  either  "on  the  fly"  or  through  generally  brief 
logged  notes. 

All  of  the  above  contributes  to  occasional  tensions  between  divisions.  Inevitably  there  are,  and 
have  been  , instances  where  this  tension  was  counter  productive  to  the  interests  of  youth  detained  in 
Juvenile  Hall.  Not  all  staff  assigned  to  work  in  Juvenile  Hall  seem  to  have  an  adequate 
understanding  of  the  capacity  to  respond  to  various  situations  that  other  departments/divisions  can 
deliver,  or  of  the  constraints  that  they  work  under.  In  such  situations  it  is  not  uncommon  for 
expectations  of  others  to  become  either  unrealistically  low  or  high,  leading  respectively  to 
underutilization  or  resentment  Additionally  key  pieces  to  the  puzzle  pos^  by  individual  detainees, 
often  available  elsewhere,  are  missing  in  the  respective  deliberations  and  decision  making  occurring 
within  separate  divisions  if  communication  and  coordination  is  lacking.  (This  problem  is  not 
limited  to  Juvenile  Hall,  Probation  youth  not  in  detention  are  also  effected  by  limitations  in 
achieving  optimum  cross-departmental  teamwork.) 
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Relations  between  the  Departments,  and  their  respective  workers,  remain  good  enough  that 
problems  that  periodically  erupt  for  the  most  part  are  satisfactorily  resolved  after  the  f^acL 
Undoubtedly  the  full  benefits  that  can  be  achieved  through  cross-disciplinary  cooperation  would  be 
more  fully  realized  however  if  team  building  and  cooperation  on  every  level  were  enhanced  and 
prioritized  higher. 

Recommendations:  Daily  Juvenile  Hall  meetings  should  be  revamped  with  a portion  of  each  set 
aside  for  a focused  discussion  on  a pre-designated  theme.  Different  Units  could  be  the  subject  of  a 
more  in  depth  review  on  a rotating  but  regular  basis,  perhaps  two  to  each  day  of  the  week.  Staff 
schedules  could  hopefully  then  be  arrang^  so  that  key  staff  assigned  to  those  Units  from  the 
various  relevant  departments  would  be  present  for  that  days'  meeting.  One  day  could  also  be 
designated  for  Directors  and/or  other  high  ranking  managers  to  prioritize  attendance  so  as  to 
provide  a systems  overview.  Additionally  arrangements  might  also  be  made  to  invite  appropriate 
cross-departmental  staff  to  attend  all,  some,  or  part  of  the  regularly  scheduled  meetings  of  another 
department's  line  staff  meetings  This  should  not  be  confus^  with  current  practice  which  is  to 
allow  time  on  a meeting  agenda  for  a cross  departmental  staff  member  to  m^e  an  occasional  special 
presentation  on  a specific  matter.  It  might  well  be  wise  for  each  department  to  annually  or  semi- 
annually convene  the  equivalent  of  an  orientation  and  training  session  on  the  work  they  perform 
and  issues  associated  with  it  for  the  staff  of  other  departments  with  whom  they  must  regularly 
cooperate.  To  be  worth  while  it  would  need  to  be  integrated  into  the  regular  in  service  training 
plans  and  schedules  of  the  involved  departments. 


LOG  CABIN  RANCH  SCHOOL 


Major  changes  occurred  at  Log  Cabin  during  this  period  as  the  program  was  redesigned  under  the 
new  directorship  of  Ms.  Rosemary  Finley.  More  striking  than  the  program  changes,  however,  was 
the  low  average  daily  count  of  detainees  which  dipped  below  20  for  much,  if  not  most,  of  this 
reponing  period.  Tins  was  not  entirely  unplanned.  It  was  the  desire  of  the  Probation  Department 
to  minimize  new  referrals  to  Log  Cabin  when  suitable  alternatives  could  be  found  for  a limited 
period  so  that  the  program  changes  and  extensive  staff  retraining  could  more  easily  be 
accomplished.  Numbers  of  detainees  at  Log  Cabin  have  in  fact  steadily  risen  in  recent  weeks. 

With  the  population  figures  hovering  at  roughly  one  third  of  normal  the  ratio  of  staff  to  detainees 
was  unusually  high  allowing  for  a much  greater  degree  of  individual  attention  than  can  normally  be 
afforded.  Not  unexpectedly  this  strongly  mitigated  against  the  filing  of  grievances  with  youth 
needs  more  easily  being  met  and  various  misunderstandings  more  quickly  being  resolved  through 
informal  contacts.  None  the  less  it  is  a credit  to  the  staff  of  Log  Cabin  that  more  grievances  were 
not  generated  given  the  magnitude  of  the  program  changes  that  were  instituted  and  the  resultant 
increased  obligations  most  youth  found  themselves  being  responsible  to  fulfill.  One  commonly 
voiced  complaint  that  was  directly  relieved  by  the  new  program  was  that  of  boredom  as  the  activity 
schedule  for  detainees  has  been  significantly  enriched. 

Another  cause  for  a reduction  in  grievances  was  the  abandonment  of  the  prior  system  of  point 
reductions  for  offenses  that  was  described  in  some  detail  in  the  Ombudsman's  fu-st  quarterly  report. 
It  has  been  replaced  by  a merit  based  system  that  rewards  youth  with  different  amounts  of  points 
based  on  the  extent  of  compliance  with  various  specific  program  expectations  and  requirements. 
This  has  proven  to  be  a far  less  contentious  means  of  assessing  a youths'  program  success  which 
in  turn  influences  staff  decisions  on  highly  sought  after  privileges  and  program  advancement. 

Grievances  that  were  filed  for  the  most  part  were  responded  to  within  a reasonable  period  of  time. 
They  all  received  fair  and  adequate  attention.  Of  spiecial  note  were  the  extensive  efforts  made  by  the 
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Director  of  Log  Cabin  to  respond  to  grievances  written  by  youth  in  Juvenile  Hall  about  events  that 
transpired  while  they  were  at  the  Ranch,  in  some  cases  resulting  in  their  removal  from  it.  In  at  least 
two  separate  instances  those  youth  were  visited  by  the  Director  in  Juvenile  Hall.  Some  youth  did 
complain  that  grievance  forms  were  not  always  readily  available  and  they  now  are  being  kept  in  the 
dormitory  as  well  as  in  the  main  office.  Another  concern  about  who  is  responsible  to  receive  and 
file  grievances  when  the  office  is  closed  was  also  resolved  after  being  raised. 

The  grievance  procedure  has  been  rewritten  to  reflect  current  policy,  a clear  improvement  over  the 
outdated  written  procedures  that  had  been  posted.  The  forms  being  used  are  adequate,  however 
care  is  not  consistently  taken  to  obtain  the  signature  of  the  youth  who  filed  a grievance  upon  the 
resolution  of  his  grievance.  This  is  important  as  it  indicates  that  he  is  aware  of  the  response  and 
was  given  the  opportunity  to  appeal  it 

Recommendations:  Youth  signatures  need  to  be  obtained  after  the  resolution  of  grievances. 


JUVENILE  PROBATION  SERVICES 


This  division  also  received  a new  Director  during  this  period.  Dr.  Nelba  Chavez.  She  quickly  took 
steps  to  further  strengthen  requirements  for  regular  visitation  of  detainees  in  Juvenile  Hall  by  their 
Probation  Officers  and  compl^ts  regarding  that  matter  have  dwindled.  Some  improvement  in 
communication  between  Probation  Officers  and  Juvenile  Hall  Counselors  has  also  been  noted. 
Grievances  filed  in  Juvenile  Hall  against  Probation  Officers  on  other  matters  are  generating 
appropriate  responses  from  that  division,  although  in  some  cases  they  have  been  delayed. 

Since  Probation  Officers  are  often  viewed  as  adversaries  by  youth  who  desire  to  remain  at  home 
with  the  most  minimal  of  restrictions  a certain  amount  of  complaints  about  unfair  or  negligent 
treatment  at  the  hands  of  Probation  Officers  can  always  be  expected.  It  is  a difficult  task  for 
Probation  supervisors  to  determine  if,  in  some  cases,  there  is  any  validity  to  such  complaints.  This 
is  especially  true  in  that  unpopular  Probation  Officer  recommendations  often  become  the  trigger  for 
complaints.  While  these  recommendations  are  rooted  in  objective  facts,  by  necessity  they  include 
subjective  appraisals. 

Regarding  the  above  matter  the  Probation  Department  is  hampered  by  the  lack  of  a comprehensive 
policy  and  procedures  manual  for  Probation  Services  that  would  clearly  define  Department 
expectations  of  their  workers  while  they  perform  their  statutory  obligations.  Preparing  such  a 
manual  has  been  given  a high  priority  and  reportedly  the  bulk  of  it  has  been  completed.  In  its 
absence  Probation  Officers  shoulder  the  responsibility  for  successfully  managing  their  case  loads 
often  without  consistent  guidance  as  to  how  they  are  expected  to  implement  the  general  directives 
that  they  work  under.  Concurrently  supervisors  lack  the  tool  such  a manual  can  provide  to 
somewhat  objectively  help  appraise  the  validity  of  a grievance  against  a worker.  This  problem  is 
aggravated  by  note  t^ng  procedures  and  practices  that  do  not  always  shed  adequate  light  on 
individual  case  contacts  and  developments  that  occur  between  Court  mandated  reports.  All  matters 
related  to  filing,  charting,  and  record  keeping  are  currently  under  active  review  by  the  Director  of 
Probation  Services 

Concerns  continue  over  the  capacity  of  Probation  Services  to  adequately  engage  and  work  with  the 
families  of  youth  from  non  English  speaking  cultures.  Admittedly  this  is  a difficult  task  to 
accomplish  in  a City  as  multi-cultural  as  San  Francisco,  with  so  many  languages  to  cover. 

However  written  materials  explaining  the  Juvenile  Justice  system  and  the  role  of  Juvenile 
Probation  are  not  generally  available,  particularly  in  languages  other  than  English.  The  extent  of 
this  general  problem  can  perhaps  best  be  illustrated  by  the  paucity  of  Spanish  speaking  Probation 
Officers.  During  this  reporting  period  none  were  assigned  to  the  South  of  Market  Supervision  Unit 
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covering  the  area  of  San  Francisco  where  the  vast  majority  of  Spanish  speaking  families  reside. 

The  ability  of  the  Probation  Department  to  actively  engage  the  families  of  youth  on  probation  in 
Court  mandated  rehabilitative  efforts  is  impaired  if  language  barriers  are  not  bridg^  This  is 
becoming  more  significant  as  an  increasing  number  of  probation  youth  have  immigrant  parents  with 
little  command  of  English. 

Unlike  Juvenile  Hall  and  Log  Cabin  Ranch  the  majority  of  complaints  against  the  Probation 
services  division  are  not  centrally  recorded  or  monitor^  This  only  occurs  when  grievances  are 
filed  through  the  Citizens  Complaint  Form  process  which  is  routed  through  the  Chief  Juvenile 
Probation  Officer's  Office.  This  process  is  not  widely  known  by  the  public.  More  often 
complaints  are  brought  to  the  attention  of  the  Supervisor  of  the  Unit  where  a problem  has  arisen 
and  addressed  there,  sometimes  without  retention  of  written  records.  As  a result  it  is  not  possible 
for  the  Ombudsman  to  knowledgeably  comment  on  the  potential  range  of  issues  that  may  be  current 
within  the  division  as  many  problems  are  never  brought  to  the  attention  of  the  Office  of 
Ombudsman.  This  is  not  meant  to  imply  that  grievances  are  not  being  appropriately  managed  It 
does  mean  that  analysis  of  problem  patterns  may  be  incomplete.  While  greater  outreach  and 
education  efforts  to  the  general  public  about  the  existence  and  use  of  the  Office  of  Ombudsman  is 
certainly  called  for  it  is  imprudent  to  do  so  at  this  time  as  the  future  of  the  Office  is  very  much  in 
doubt  with  funding  for  it  currently  slated  to  run  out  on  July  15th  of  this  year. 

Recommendations:  The  need  for  a comprehensive  and  detailed  policy  and  procedures  manual 
for  the  Division  of  Probation  Services  must  remain  a high  priority  for  completion,  with  appropriate 
review  and  input  by  those  staff  who  will  be  governed  by  it.  Documentation  standards  and 
procedures  should  be  reviewed  and  modified  where  necessary,  and  established  where  lacking. 
Monitoring  should  ensure  that  adequate  ongoing  information  regarding  Probation  Officer  efforts  on 
individual  cases  is  readily  accessible  to  appropriate  department  staff  as  needed.  Special  efforts 
should  be  taken  to  bridge  cultural  and  language  gaps  that  may  exist  between  Probation  Officers  and 
the  families  of  youth  from  Asian  and  Hispanic  backgrounds  particularly  when  parents  and 
guardians  are  not  English  speaking.  Personnel  assignments  within  probation  units  need  to  at  least 
minimally  address  special  language  needs  reflected  in  relative  case  loads.  Current  informational 
materials  about  the  Juvenile  Justice  System  that  are  available  to  the  Department  need  to  be  expanded 
to  include  a simple  description  of  the  role  of  the  Probation  Officer  as  well  as  advice  on  how  any 
questions  or  complaints  can  be  addressed.  This  material  should  be  readily  available  to  the  families 
of  youth  involved  with  probation,  in  all  of  the  languages  that  are  frequently  encountered. 
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